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R FEB 1964 


MEMORANOJM FOR: Deputy Director of Central Intelligence 


SUBJECT 


Central Qualifications Register 


1. Hits memorandum contains recommendations for your approval. 
Such recommendations are contained In paragraph ic. 

2. Attached as Tab 1 is a proposal for completing, through use of 
the RCA 501 computet, an Agency Central Qualifications Register for 
applicants and employees. The Assistant Director for Computer {services 
has concurred and his analysis is attached as Tab 2. 

3. In 1952 the Agency Initiated an employee qualifications coding 
system, of limited nature, utilizing IBM punched card methods. Through 
gradual expansion the system has now outgrown the capability of punched 
card methods and, for several months, has been phasing over to the 
RCA 501 computer. 

4. When completed, this conversion will permit: 

a. More selective recruitment of applicants by matching 
applicant qualifications against Agency needs. 

b. Improved personnel placement by providing Information 
to Career Service Boards and operating officials on employee 
qualifications. 

c. Improved manpower planning through a more flexible 
statistical system. 

d. The preparation, eventually, of biographic profiles 
through computer techniques. 
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e. Improved procedures for the integration and consolidation 
of all information within the Agency on each employee. 

5. Complete conversion can be accomplished during the next five years 
with the personnel now on board. Intensified conversion efforts would enable 
as earlier realization of the gains. This could be done in one year through the 
use of ten Agency retirees on contract. These individuals would not be charged 
against ceiling. The proposal will require $15, 000 in Fiscal Year 1964 and 
$£Q, 000 in Fiscal Year 1965, or a total of $65, 000. Once converted, the system 
would produce better results for the same money and manpower now being 
expended, or perhaps a little less. 

6. It is recommended that you: 

a. Authorize the further development of a Central Qualifications 
Register as a project utilizing ten Agency retirees on contract for one 
year and not charged against ceiling. 

b. Authorize an additional $15, 000 in Fiscal Year 1964 and $50, 000 
in Fiscal Year 1965, or a toted of $65, 000, for the project. 


25X1 


Sipei 

L. K. White 
Deputy Director 
for Support 


2 Attachments: 


Tab 1; Memo dtd 29 Oct 63 to UQ/S hr 

D/Per a, subj: "Project for Development 
of a Central Qualifications Register for 
Applicants and Employees" 

Tab 2: Memo dtd 29 Jan 64 to DD/S hr AD/CS, 


CONCUR: 


same subject 






f/ /ft, 




C~< r 


-My? 

ye. 


' v ei " ' «,? e-'yv* 

John M Clarke -™~~" 

Director of Budget, Program Analysis and Manpower 


■ A . i Hd 


Date 


The recommendations contained in paragraph 6 are approved; 

- ^ul -u 


J,fR6 


elease 2002/fl£f4 

Deputy Director of Central late 
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MEMORANDUM FOR; Deputy Director of Central Intelligence 
OBJECT., ; Central Qualifications Register 


1, This memorandum contains a recommendation for your approval. 

Such recommendation. Is contained In paragraph 5. 

2. Attached as Taht 1 Lb a proposal for establishing through use of the 

RCA SOI computer an Agency Central Qualifications Register for applicants 
and employees. ” 

S. The proposal involves &e use of ten Agency retirees on contract 
fox a period of one year. These individuals would not he charged against 
celling. The conversion will rsquirMlS, 000 to Fiscal Year 1964 and 
$SG, 000 in Fiscal Year 1965* a total of,$65, 000 for the project. 

4. Representatives of the Office of 'Computer Services have concurred. 
Their analysis of the proposal is attached as Tab 2. The analysis indicates 
that the system would be highly advantageou s\ o the Agency and, once converted, 
would not require any additional personnel celflpg within the Office erf Personnel. 

5. It Is recommended that you approve the jutached proposal for a 
Central Qualifications Register with the understanding that the personnel used 
on the project will not be charged against celling. IfSis further recommended 
teat you authorize an increase to Office of Personnel rands amounting to $15, 000 
to Fiscal Year 1964 and $50, 000 to Fiscal Year 1965, \ a total of $65, 000 for 
the project. 


L. K. Whit 
Deputy Dtreetc 
for Support 

& Attachments; 

Tab 1; Memo dtd 29 Oct 63 to DD/S fr 

D/Pers, subj: 'Project for Development 
of a Central Qualifications Register for 
Applicants and Employees" 
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Tab %: Memo dtd 29 Jan 64 to DD/S 
fr AD/CS, same subject 

X. 

CONCUR: , v 


John M. Clarke \ 

Director of Budget, Program Analysis, and Manpower 


The recommendation contalne^^n paragraph 5 is approved; 


\ 


\ 


\ 

Deputy Director of Central Intelligence \ 


Marshall S. Carter 


SPA- DD/S :JHP :fmf (30 Jan 64) 
Distribution: 

O & 1 - D/Pers 


1 ■" ES 
1 - D/BPAM 

1 * AD/CS via DD/3&T 

2 - DD/S Clirono, Subject 



Date 


Date 
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Recommend your signature. 
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29 January 1964 


STAT 


MEMORANDUM FOR: Deputy Director (Support) 


ATTENTION 


SUBJECT 


MrJ 


Central Qualification# Register 


1. At your request OCS reviewed the Office of Personnel's 
proposal to establish aa Agency -wide Central Qualifications 
Register for applicants and employees. Attached for your in- 
formation is a summary evaluation of the project with particular 
emphasis given to computer -related implications. Our general 
conclusion is that the proposed system is technically feasible, 
within our computer capability, and reasonable in terms of its 
approach to the problem. 

2. We have not been able to make a judgment on whether 
or not the project is worth the cost to CIA. Future savings in 
manpower would largely depend on how effective the system is 
used as a management tool. In launching the program manage- 
ment essentially commits itself to the assumption that the end 
products will prove highly valuable and worth the coat involved 
in initialising the system and keeping it up to date. 


JOSEPH BECKER 
Assistant Director, 
Computer Services 


cc: DD/SfcT 

Director of Personnel 


/- DD/S 
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28 January 1984 


SUMMARY EVALUATION OF PROJECT TO DEVELOP A CENTRAL 
QUALIFICATIONS SYSTEM FOR APPLICANTS AND EMPLOYEES 


1. BACKGROUND 

A. The proposal to establish a Qualification* System is 
the fourth attempt by the Agency to generate a workable, mechanised 
system for handling Employee /Applicant qualifications. The three 
previous attempts were EAM systems using punch cards. Each, in all 
fairness, was progressively better than its predecessor, but all con- 
tained the same basic weaknesses: 

1. There was never assembled an adequate 
staff of qualified analysts to formulate, 
cede, and maintain a qualifications system; 

2. Hone of the previous systems were coded 
to completion: 

3. None were ever maintained on a current 

basis; and 

4. None of the previous attempts ever had 
an exhaustive test period prior to its 
implementation . 

B. From all indications, these problem areas have been 
taken into consideration in developing the proposed system. 

C. A major element of the new system is a very highly 
detailed coding structure. The system will require the services of a 
competent staff of qualified analysts to interpret the detailed codes in 
terms of daily operating requirements. The more detailed, or spec- 
ialised, the coding, the more chance of varying interpretation by other 
than qualified analysts. 
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D. Responsibility for developing a computer system in 
support of employee/applicant qualifications was placed on ADPD 
(originaliy in tbs Office of the Comptroller - now a Division of Office 

* " P * r ' ot ,h * iuittfication for l.a.. 

ox tfce RCA 501 computer system. 

2. CimSEKT SITUATION 

A. As far as the Office of Computer Ssrvices/ABPB is 
concerned the qualifications system has been operational for more than 

aOW COatain * m ° 9t to® Master Qualifications 
Records for gsncy GS-15, 14, and some C3-13 personnel. Seven (7) 

h * V * l b€ 1 Cn Writt « n * de -bugged, and are operational. 
Two (2) programs, completing the programming effort for this system 
ramain to be wrlttan. Only one (1) of the ramainln* program. will bo ' 
written by Agency personnel. The other - a ''SEARCH ROUTINE'' - i s 
to fee provided fey RCA as part of their software package. Sample 
copies of computer -produced Qualifications Registers, and other 
related material, are on file in the Office of Personnel. 

^ ^ n f? chloe * u PP°rt of the system will require approxi- 

L p * r “” um tor re * uUr «». maintenance on tb. 
KCA 301. ISTien the ayatem U fully operational to the point at which 

reqna.te for computer aaarchaa are handled routinely, it i. expected. 
Oat on. (1) hour per day on the RCA 301 will provide ample time to 
do any number of adhoc eearcbee. Thla fane been planned for third 
shift operations, resulting In 24 -hour turn-around service. 

3. advantages OF PROPOSED system 

A. Greater depth of coding data allows for greater 
selectivity of retrieval. 


B. New system data can be used for: 

1. More selective recruitment of applicants 
by determining biring needs; 

2. Selection of personnel for evaluation of 
skills as applicable to job vacancies. 


- 
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3. Selection of personnel for backstopping 
other employees and their skills; 

4. More comprehensive and up-to-date 
statistical compilations. 

C. System apparently can be Installed with no increase in 
machine or manpower requirements to service the system. 

4. CONCLUSIONS 

A. It is anticipated by Agency personnel with experience 
in this area of operations that more use will be made of this system 
than any previous system, because the new system is more compre- 
hensive, is designed with computer equipment in mind, and will contain 
more information than was ever possible before. 

B. ft is believed that the system meets the requirements 
of the customer office. 

C. ft is also believed that approval to proceed with the 
aystem and conversion should be contingent upon the following: 


1. That an adequate staff of sufficiently qualified 
personnel be established to formulate, code, 
and convert records for the system. 

2. That every attempt be made to complete the 
coding of the system in the shortest time 
practicable. 

3. That responsibility be placed on the Office of 
Personnel for maintaining the system on a 
current basis. 

4. That the Office of Personnel have sufficiently 
qualified personnel to maintain accuracy of the 
data in the system. 

5. That sufficient tests be made to insure the 
accuracy and reliability of data selected as 
a result of machine searches. 

B. It is believed that if these conditions are not meh the 
proposed system will inherit the same problems of preceding systems 
as mentioned in BACKGROUND, above. 
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«. tto recording iMe?r%iiS£ of in- 

fpm&tdm m m&h mpl&yw, farm at mlmtmmm will to noeee-- 
mry to Veep tto Ipdlricto- record# up to date. Itainiensto# on 

tael* will 'to toadied fcgr «*# of * Q«£ : Ifleetioo* fmpplm- 
wms&*& QoiMlim mire which will to fetverded to tto eeployee at tto 
tin* him fitrMMW refer* ie dee* Inform tlem w&Utod in the fli~ 
mm rep-rt and m tto swqpp lemst*! ^amtiomslre will to whk! to 
record newl y-^oqpitJNsd ekille end experience#. 

f. Tto iwa ptoee of tto ^paollfloatloas toecrde fystm mmXA 
to tto derele p we nt of «a ippliasnt Qualification* tofister, Thin 
r«*fi*tor waeJd to esta-felietod la the ao« sinner a# tto pre-CIA 
iM p aii' lcece fieriion of tto Inj^Ioywe Omilfteitone 

Tto X«#i wGsttld to tto ds^olopManl of * coajnitor- 

pTiJwwews nxofjrepaic rrexue i or -4^1107 n n pxQy eee. Tto scroti tor, cx 
Rie^rophte frrftlea at ihie etofe could to eeef^pltetod eiaply wsd 
quickly. aino« met of tto at«p& would to^e been -'ttoenplletod in tto 
preeeee of totting up tto Ihg&oyee Qu&Hficeiieria Eefieter to etateei 
in par&gmgh i etowe* 

a. Xoilwijitol* selected for aaeiipmet to tMa project will to 
fomer ifwsujr mployuee tto will to felly cleared. ftop- will per- 
f»» ttotr duties at tto Headquarter# ftolldina; in Inagleyi therefore, m 
cover IntftnwwKt^I tty 1# required, 

b. Jtam2sd$eaMXltg% IndiHdaf to neel&MMt to tto projest sri'. ' 
to witting of tto km&w** epaeeerahip, 

«. security. feeurltp eeaeures eppliecb' « to 

regular «uif ewplcyee# will apply to personae. to tto pro- 

ject. 

4. Hiefee. There *re no uni q ue security risk® eonoeeted wits 
tto jarejeei, 

e. Flwrawmol dispose!, Ie disposal problem. IMlHdo^s 
emdgoed to tto protoet will to fer**r eaploywee rotamod to duty undo 
oontwsot, 

F. OlBaetor «;«ss. fto dimstor plm for tto Office of 
will ftpplr to pereomsel to tto project, 

6. COfmZffATXW 

** leJotloR to other project#. Tto eleMdfleetlen *rd ee€l«i cf 
&ppl legate’ tto enployeee* (pus-llfler-tione under thie project woe 
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Approved For Release 2002jjp^£^IA-RDP84-00780R000500080005-6 



Approved For Release 2002/08/1 yHH«»RDP84-00780R000500080005-6 


acmaapXished formrly hj CJ’/F'CD/^.r and, therefore, will centime 
to b* closely related to the activities pcrfcraed bjr it# Qs*aim«aiY«sa# 
A*2yad# Brssiofe, 

fc. T&rtsnt of ssjoMiafttion, Us* j»*rt of the project 
with classifying frftd #odi»g of stills, knowledges, cad experience 
h&* boon coordinated generally with wasps*?*!* p>m«r» ct *11 echelc-tus 
In ths W/l, OD/K*T f and SC/S eo*g>on**it®. fbe detailed pro- 

m&mnm of integrating the Office of Training, i&litasy P®r*o«®el, 

««d Office of %r#wio*i, Beeord* and lyensactiims Branch, data with 
record# he* been «s»d will, fc« coordiaated with cta^ewni# con- 
cerned sill with rep re ss ft tetlves of the Aateiaatie Data Bmwwiag 
Division, Off!®* of Ccqpiroller, sad Office of Soapster Services. 

Om* eo31ator*.ti#a with attApower planners Is *11 w&Jer aesajpeneisis 
will ho a s cssss ry dte-ln# the Initial 

?. ssmaa 

a. Matwe of. This project will be wader the lawediste centre! 
of the PwKSsnael Spsvtt&HMi Bivladan, Of fie# of Personnel. 

fe* *d*l sds&rativs p-lan. %*# It repaired, 

e. Report,#. Ho unusual reporting preeadurae will he involved. 

*. maeum 

a* Overall CX* fends required for Fiscal Tear 1966? 135 ,«*£>. 

b. AvullehiJ 5 by of Cl* fmAt rtjolnd. So fends a re available 
for tbit project in the Fiscal Tsar 19& budget of the am## of 
Tmnmml, 

0. JinsHJIA funds. HA 
d. Foreign funds. Jfft 

«. Fending. Expenditures on this project will, be restricted to 
•*l**y f^pMWtd only *«* will be h-wdlsd by tb# adainistratit# office 
of the Office of Person**!. 

f. Fln*neiiU history, d* 

1, Future r squirw e nt* . Tbs project will require as addtttenil 
i*%cm fbr Fiscal Tear 1965. 

*• agaBBJMR 

■fobs! cost, m esti**t«d $£$,300 will be required t* cover ttes 
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m&i this project, for ?te#ft2 Teer 1944 mi $$O,G0Q for 

Fiscal Tear M4$, TIwm feeds will fee essd bo cover telwl## «f 
p ersaneal MMdjped te th# pr&JssA. 

b. fmemm ti* Ten pavfswioesl ^mlysfc# will be recjoi red. 

BRftl jfsropOSaXs f®r secarias: ^lifted psrsssasl fc? staffing this 
srojset haw* feeee octal tdsrsdj i.e. , 

(1) The as# of *seerit?»el«aj’*d prospective staff oaployeea 
wader contract? 

(2) ?fc» use cf j^rt-tim esplcyses - wive* and other de- 
pendent# of #L*ff esg&syessi 

O) The s@e of lateris kmS&wmb Section peel personnel ? «s4, 

(41 The aw cf Agency retiree* (ailit^ry and cAeO-laas person- 
nel}* 


Of the above proposals, tfe# xam cf retinae le dees**! meet 
aeesptebl* fro* the Ihllmdias «t«s^pctet#! 

(1) Sesorltp* 8# «xk«4d ssewity slevmws would b* 
retired A* assign. fb&mr iMH^a or sdliiary persemel Ac the 

prPJfSI.* 

(2) lewnaar. The salary paid t* * reea plcye d anmdtant »o«u4 
be aw i f barth to oae-third less then that p».ld to a rejgol.tr staff 
esp.I «ree . bee "a— the sawglty which the retire# receives Treat the 
Civil Searrl.ee lefcineawt Sysisa i# eevudidored s r^rt cf the over- 
nil ealsry ert'shlished for the position* 

(3) I'tosltlcn ihuliflfctlt#*. A|n^' retirees ^wld Vsg* 
unique wapoee* 1 repa ir s aw n i s, t*nd&&o£y, etc.? rse Ion? Artinittg 
nr ©arcs* aai M be fiMtdtd. 

(4) fhpsie&l Ott&llflcrtlaMi . Bales* retired or disability, 

It weeld appear that etc nedioftl protsless w- eld he saeetmtsred. 

(5) 4veilafelllty, Fowser e*plcy*s# we living in the area 
weald he selected; and no txpmm would be Involved in « change cf 

^WKfcflpK0H9Wi* 


(6) Salary, A reiaaf loyed sisnriLtjtnt would he allowed to re- 
bate His satire retirement pt|—t.« provided that the <K*Hn#d 
salary *sd rstlnnat peyasat wmld not exceed the salary eetabli&r-oi 
fter the position. In m mm eeold the srams! salary eaeeeed the 
pats stUrv received by the answliant at the AS m» of his origins.' 
rettr^msMt * 
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gttgffiaag pattern (mm t&h B) developed for U* prefect 
ftt: th* Bsy#©n»#X Oparwtloui Division wss net devised t© indieste positicts 
reipir«awnt# mr to ft* p*ad# levels fop rwemitawmi.. ft #&® dev elo ped 
by hh# 8i»1 li«* jar Lt#?ri3y to r#f2r st a fleorifol# organ* rstlor b%g#4 yy.-j,. 
pr#3#*i ftta#tl6B# sad to ##!:»blisf; fcpjaefsrlat# salary ra^ot, for 
rehlrtag fcgtM? ? «etaitsrt,9 Md/W otter forasr «e^X#y###. 3tt#fc 
flexibility in bb* staffing attorn i# doanotf apjwepriyt# in -rl&m oft 

(I) 1*» tin* f*«tor established for #«aga*Us£ tt» t*®t 
(«**» yaat*)| 

(a) Tt» iwa®~ *v *11 ability of jpjOJLfi^ WNsi?©*er trm Is sfeer 
jsfcrlei# owtuid* $g#a#y internal reecnxre##; 
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1 July 1959 


1. PROBLEM 

A. To determine the extent to which the Office of Personnel 
need register the qualifications of Agency staff personnel 
and to define the method in which this is to be done. 

2. ASSUMPTIONS 

A.. There is a define need for a central qualifications register 
to facilitate the selection of personnel for Agency assign- 
ments. This register will, among other things: 

(1) Provide Career Service Panels and operating officials 
with a records-screening mechanism for locating indi- 
viduals who possess specific skills, knowledge and ex- 
perience to meet current requirements and for staffing 
Agency positions under the conditions of national 
defense emergency. 

(2) Provide manpower planners with readily accessible in- 
formation for the preparation of statistical studies 
on data concerning employees, applicants and partici- 

' pants in the Agency's Civilian Reserve programs. 

3. FACTS BEARING ON THE PROBLEM 

A. Ever since the close of the Korean War, Agency manpower 
planners and operating officials have become increasingly 
concerned over the Agency's lack of a records system, which 
would disclose, in addition to the general qualifications, 
specific skills to coincide with changing operational needs 
and to meet "crash" situations. 

B. In 1952, the Office of Personnel in an attempt to overcome 
this deficiency, inaugurated a mechanical system for the 
purpose of registering occupation, area and language specialists 
for quick reference. Between that date and 1955? the 

system was revised to make use of the Intelligence Subject 
Code (tab 1). 

C. In addition, late in 1956, a Biographic Profile program 
was developed to provide a quick review of an employee's 
background and experience. (However, the Profile does not 
reflect employee skills (tab 2). 
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D. In the years that followed, numerous changes were made in 
the qualifications recording system to increase the number 
and types of qualifications that could be recorded by the 
IBM procedure. Such a revision was made in 1957, and this 
is currently in use. However, the system is still de- 
ficient, a fact demonstrated by our inability in the past 
few years to locate certain qualified individuals to meet 
"crash" needs in the NE and SE Asia areas. 

E. To surmount this difficulty, many organizational components 
have developed independent employee qualifications record 
systems with particular focus on those special skills needed 
to meet specific staffing requirements of the component 
involved : 

(1) Office of Research and Reports (Tab 3) 

(2) Office of Logistics (TAB 4) 

(3} Office of Communications Career Service (T&b 5) 

(4) Political and Psychological Staff/Para-Military 
Division (Tab 6) 

(5) Near East Branch Personnel File (Tab 7) 

F. Other Government Agencies have in effect methods and pro- 
cedures for recording employee qualifications: 

(1) Department of State (Tab 8) 

(2) Atomic Energy Commission (Tab 9) 

(3) Civil Service Commission (Tab 10) 

G. All of the military services have Mechanical Qualifications 
Registers and Supplemental Qualifications Records Systems: 

(1) Navy (Tab 11) 

(2) Army (Tab 12) 

(3) Air Force (Tab 13) 

(4) Marine Corps (Tab 14) 


H. The problem confronting the Agency with reference to the 
need for and the extent to which it should record employee 
qualifications to meet current and long-range requirements 
is considered analogous to the problem of the military 
services in insuring the availability of reserve personnel 
to meet cold war and hot war requirements. 
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4. DISCUSSION 

A. The Qualifications Analysis Branch has largely confined 

its study to the two points set forth in the problem; namely, 
(l) the extent to which the Agency has need to register 
employees qualifications, and (2) the method for doing so. 
However, the evaluation of the existing Qualifications 
Record System was considered so essential to any consider- 
ation of the problem that it has been covered in detail in 
this report to indicate the scope and complexity of adminis- 
tering and maintaining an accurate Qualifications Record 
System on an up-to-date basis. 

B. Generally speaking, the Qualifications Register and the 
Biographic Profile (referred to hereafter as the Quali- 
fications Record System) have been useful in screening a 
majority of Agency employees on the basis of occupational 
areas in which the individuals have had experience, as well 
as on other pertinent data such as area experience, language 
knowledge and educational background. However, neither the 
Register nor the Profile, contains sufficient information 
about those special occupational skills or skill levels that 
are possessed by the individual. to enable the Career Service 
Panel or operating officials to screen individuals based 
upon a varying combination of skills. 


C. In addition to facilitating the selection of personnel for 
Agency Assignments, the purpose of employing a mechanical 
system of registering employee r qualifications on punch 
cards and the use of a Biographic Profile form was to ' elimi- 
nate 'time-consuming, filescreening techniques and the traffick- 
ing in Official Personnel Folders. This has been only 
partially effective due to the lack of information on specific 
skills, knowledge and experience in both the Qualifications 
Register and on the Biographic Profile form. 


D,. Since the latest revision of the IBM Register system in 
1957, only P | employees have had their qualifications 
initially recorded. This till leaves approximately | 
to be coded, and no action has been taken to bring those 
records initially complied up-to-date. 


E. Similarly, only 


Biographic Profiles have been pre- 


pared since the program was introduced in 1956, and, at the 
present production rate it will not be possible to have a 
profile prepared on each employee within the foreseeable 
future. 
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F. Inasmuch as the Biographic Profile problem was a part of 
the Qualifications screening system, it should have been 
developed as a companion program. . This, however, was not 
done. Rather the Biographic Profile was developed in- 
dependently of the Qualifications Register System and by a 
different staff with little or no planning for the execution 
of their respective functions. Thus, the independent actions 
the two groups have resulted in a duplication of effort in 

, that both the Biographic analyst and the Qualifications 1 
analyst review the same documents in the personnel folder for 
recording the same, or similar, type of information. The 
inability of the analysts to complete the initial records 
of all employees and to maintain them on ah up-to-date basis 
has deprived the Agency of vital information on employee's 
skills . 

G. Other weaknesses also have been noted in the present Quali- 
fications Record System; for example: 

(1) The IBM codes now in use were not tailored to record 
special operational skills essential to Agency staff- 
ing requirements; furthermore, this information is not 
available in Official Personnel Folders. Thus, the 
Qualification analysts are coding Agency experience 
based on the title of a position held by the incumbent 
rather than on skills required in that position. 

(2) The present form used (Tab 15) in coding the employee's 
educational background limits the analyst in that he 
can code only one type of Bachelor Degree on the form; 
also, he canndt specify a trade school attended by name 
or type, .nor has any provision been made for recording 
attendance at a military school. 

(3) .While the use of the area knowledge codes permit the 
analyst to code on the form the individual's familiarity 
with a particular region or country, it does not permit 
the recording of the type of knowledge (political, 
economical or cultural) acquired, nor is it possible to 
code the extent of the knowledge acquired. 

(4) Another weakness in the present Qualifications Records 
System is the exclusive use of the Official Personnel 
Folder as the source of information. In too many 
instances,’ the information contained in the folder 

is either misleading or inadequate. For example, the 
Personnel History Statements, the FHS Supplements and 
the Qualifications Questionnaire forms, filled out by 
the individuals themselves, are slanted toward a par- 
ticular type of assignment or area. This gives a dis- 
torted picture of the individual's qualifications since 
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this information is picked up by the analysts and 
coded. In addition, the Official Personnel Actions, 
Forms #1150, do not always reflect the true assign- 
. ment of the individual due to slotting techniques em- 
ployed by the area personnel officers and due to the 
extensive use of details to positions that are not made 
a matter of record. 

(5) In too many instances, other qualifying data, such as 
assignment and evaluation test records, medical and 
security information, and special operational skills, 
are not found in the personnel folder. While it is not 
essential that all the information contained in these 
records be consolidated with a central qualifications 
record system, the lack of qualifying or disqualifying 
information in the central personnel records deprives 
selection officers of this vital information. The 
net result is that they receive only a partial picture, 
making the selection of less qualifed individuals 
possible, if not probable, whereas better qualified 
individuals are passed over. 


H. ' Due to the deficiencies in the present Central Qualifications 
Record System, various methods have been utilized at different- 
organizational levels to locate those employees possessing 
skills pertinent to a particular type of operational function. 
Some of the systems utilized to date are as follows: 

(1) The Component Qualifications Register or Biographic 
Data System 

. The Office of Personnel Qualifications Record System 
Is used by organizational components primarily to 
locate employees according to general qualification . 
categories (language and area knowledge, or by position, 
grade or date of grade, etc.). It is not possible under 
.the existing record system for components to locate 
Individuals possessing specific skills to meet their 
particular requirements. Therefore, manpower planners 
at various organizational levels have been required to 
develop, administer and maintain independent quali- 
fications record systems with focus on specific cate- 
gories of individuals, thereby duplicating the efforts 
of the Qualifications Analysts in the Office of Person- 
nel," 

(2) Personal Contact or. Knowledge Method 


j' 


Some operating officials feel that no qualifications 
record system is needed in the Agency. They believe 
that the intelligence group is so strongly integrated 
that contact with any one type of operational or re- 
search specialist would develop information for locat- 
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ing other qualified individuals. Ths concept has 
proven incorrect as indicated in the Korean, Middle 
East and South East Asian Crises, It is just as 
absurd for operating officials to locate skilled 
individuals to meet operating requirements by rely- 
ing on memories of co-workers, both present and 
former, as it is for insurance companies to determine 
premium rates without acturial tabulations. Employees 
brought to the attention of officials in this manner 
are not always the ones best qualified to meet the 
immediate needs. 



5. CONCLUSION 


A. It is believed that there is a definite need for the develop- 
ment of the Central Qualifications Record System based on 
the following: 

(1) Sudden requirements for individuals possessing special 
skills invariably result in confusion, competition 
between organizational components for qualified em- 
ployees, and a loss of time and effort on the part of 
Career Service Planners and operating officials. It 
has also led to a 'duplication of efforts and the ad- 
ministration and maintenance of a variety of personnel 
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records both within the Office of Personnel and 
in various operating components. 

(2) The lack of a complete and detailed qualifications 
record on each employee has resulted in operat- 
ing officers having to accept loss than the required 
standards when staffing operational type positions. 
Examples of "crash" programs involving at times 

the use of partially qualified personnel occurred 
during the Korean, South East Asian and NE emergen- 
cies. 

(3) In addition to the above, the development of a 
central qualifications record system would reveal 
critical areas of weaknesses in existing Agency 
skills and could assist manpower planners in 
guiding training efforts to overcome them. 

B. It is believed that the following steps are essential 

to the establishment of an adequate central quali- 
fications record system: 

(1) The consolidation and/or integration of all Agency 
records having to do with information on employee 
qualifications or disqualifications (i.e,, medi- 
cal, security, assessments and evaluations, etc.). 

(2) The development of a coding system for register- 
ing special operational skills and skill levels 
possessed by the individual. 

(3) The reconstruction of existing personnel question- 
naire forms (i.e., PHS, PHS Supplement, Personnel 
Resume, Interim Activities Report) to standardize 
the format (typography) and to provide on each 
form, spaces behind selected items, to be used by 
the analyst for coding skills and skill levels 
possessed by the employee. (The Qualifications 
Analysis Branch has prepared models of proposed 
PHS, Personnel Resume and Qualifications Supple- 
ment forms with the data arranged in sequence on 
.each form as that on the Qualifications Record to 
facilitate the coding and typing of the information 

on the Qualifications Record (Tab 16).) Coding 
skills on the original documents would, in addition 
to saving time and labor, serve three (3) purposes: 

(A.) It would enable the Office of Personnel to 

determine the number and types of experience 
factors registered on each employee in the 
Mechanical File. 
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(B.) It would enable the Chief, Qualifications 
Analysis Branch to review the information 
coded and to evaluate the quality of work 
performed by the Analyst. 

(C.) It would eliminate the need for the special 
coding sheet now used in the Qualifications 
Analysis Branch, and in addition, analysts 
would know which questionnaire form was 
coded last when the individual records are 
being brought up-to-date. 

(4) The next step would be in the construction of an 
Employee Qualifications Record (Biographic Profile) 
in the form of a file folder which could be 
reproduced (Tab 17). This card could serve four 
(4) purposes: 

(A.) It would enable Career Service Panels and 
Operating Officials to make comparative 
appraisals of employees qualifications for 
promotions, reassignments, training, etc., 
thereby, improving the selection system. 

(B.) It would eliminate the need for independent 
qualifications records now maintained in 
various organizational components. 

(C.) If constructed in the form of file folders, 
it would serve as a temporary storage file 
for documents until such time as the in- 
formation is typed on the qualifications 
record card, and could be used also by 
Careet Services for filing EYES ONLY memos 
or RYBAT dispatches. 

(D.) Blank spaces provided behind selected items 
on the qualifications card could be used by 
operating officials to record sensitive in- 
formation through use of special codes, de- 
veloped for this purpose. Codes could be 
used also to record non-sensitive qualifying 
information needed for statistical studies. 
The knowledge of the sensitive information 
could be controlled on a "Need to Know Basis" 
by the individual or group having possession 
of the key to the special codes. 

(5) To be truly effective, the skills of each employee 
should be coded and punched on IBM cards in the 


Approved For Release 2002/08/14 : CIA-RD 

SECRET 


ff 84-0ap0ft 00CB 

] Excluded irom automatic 
i d^r.;, radio;? ano 


00080005-6 





Approved For Release 2002/08/14 : CIA-RDP84-00780R000500080005-6 


IBM System with detailed information concern- 
„ ' ing the skills outlined in the Qualifications 

Record. For this information to be accurate, 
it can be obtained only by these steps: A review 
of the Official Personnel Folder; use of supple- 
mental questionnaire forms to be completed by 
each employee (tab 18); and, an interview with 
the employee by a qualified analyst. These 
important steps would lead to the development of 
procedures for obtaining the basic data needed to 
complete an initial qualifications record on every 
Agency employee: 

(A.) To complete the initial recording of employee 
qualifications records at an early date and 
to maintain the records on an up-to-date 
basis, it is essential that the services of 
division personnel officers in all Agency 
components be utilized. These officers 
could be instructed by the Qualifications 
Analysis Branch on the methods used for cod- 
ing and recording the individual's skills and 
, skill levels; also, the system to be used for 
keeping the information on an up-to-date basis. 

(B.) Following the initial recording on each 

employee, some form of maintenance will be 
necessary to keep the individual records up- 
to-date. The Qualifications Analysis Branch 
feels that maintenance on an up-to-date 
basis can best be handled by use of the Quali- 
fications Supplemental Questionnaire which 
would be forwarded to the employee at the 
same time his fitness report is due. Infor- 
mation contained in the fitness report and on 
the supplemental questionnaire would be used 
to record newly acquired skills and experiences. 

(C.) If necessary, the information obtained on 

interview could be verified by the supervisor 
to determine the skills and skill levels 
utilized by the employee while assigned to a 
particular position. 

6. RECOMMENDATIONS 

A, Based on interviews with personnel who have had experience 
and knowledge in this problem area (Tab 19), and study of 
existing qualifications records media (Tab 20), the Quali- 
fications Analysis Branch recommends: 
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(1) That a central qualifications register be developed 
by the Office of Personnel to be used by all Agency 
components to ideniify.,.per sonne 1 qualified by reason 
of civilian and/or military background who posses 
language and area knowledge and in addition to locate 
individuals possessing unique operational skills in the 
fields of: Psychological Warfare, Counter Intelligence, 
Military Intelligence, Communication Intelligence, 
Interrogation, Public Information, Foreign Servide and 
Foreign Intelligence. 

(2) Since various skills and levels of proficiency. are re- 
quired in accordance with the duties to be performed, 
the Qualifications Register and Qualifications Card 
should be developed to record those operational skills 
and skill levels possessed by each employee to enable 
Career Service and Operating Officials to make more 
effective, comparative appraisals of the individual 
based upon his skills, knowledges and capacities. 

(3) That the Qualifications Records System be administered 
and maintained on a current basis in the central Office 
of Personnel with duplicate records at the relocation 
site to provide the Agency with a records-screening 
mechanism for locating individuals possessing specific 
skills, knowledge, and experience for use during a 
national defense emergency, and also to provide man- 
power planners with a current Agency-wide reference 

■ for locating specialized personnel for staffing 
different types of operational assignments. 

(4) Based on the assumption that the Qualifications Record 
System described herein will be developed and administered 
by the Office of Personnel, it is recommended that the 
Director of Personnel appoint individuals responsible 

for Personnel manpower from within the Office of Personnel 
and from each major organizational component who would 
serve as a task force to provide advice and policy 
guidance to the Chief, POD, on the implementation of 
a central qualifications record program. 
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